Herzberg {1968) cites numerous attempts tn both the past and present to motivate employees. These attempts involve time off, human relations training, sensitivity training, communications programs, job participation, and employee counseling. He submits, as validated through investigations using subjects from various professions and vocations, that two sets of factors contribute to job satisfaction and dissatisfaction. The motivator factors are seen as intrinsic to the job and include achievement, the work per se, responsibil1ty and growth or adva11cement. These factors a·re responsi-ble for satisfaction on the job. Tiygier1e fa.ctors, or1 the other hand, are sources of unhappiness on the job. These inelude policy-administration, supervision, interpersonal relationships, salary, working conditions, and the like.
Herzberg suggests, where appropriate, job enrichment is a valuable tool to motiva~e employees. It is not just increasing the number of tasks to be done but allowing more in-1 dividual authority, less rigorous supervision, increased accountability for own work, and introduction of new and more difficult tasks. (Herzberg, 1968) Nord contends that Herzbe~g and McGregor have failed to . ~ecognize the variety of possible rewa.rds in job design. He argues that job enlargement is simply an increase in the variety of tasks a person does and. may in fa.ct. be intrinsically rewarding, in that numerous reinforcers are at work.
He 11otes the self-stimulation a.nd. sensory deprivation studies that have found stimulation as reinforcing, in and of itself. Nord sees H~rzberg's "satisfiers" as impprtant motivators, perhaps because they are administered on a var1-able ratio schedule. (Nord, 1969) Operant conditioning carries the basic assu~ption th9t a.n individual le8.rns mainly by producing changes in his envi-ronment. Further, it is a process in which characteristics of operant behavior are modified through time by the environmental consequences of the behavior. Various cha.racteristics of the -individual's response such as ra.te, la.tency, probability, e.nd. so forth have been successfully manipula.ted experimentally. (Jablonsky and DeVries, 19?2) Environmental consequences are of three types. When applied to a behavior to increase the rate of response, the consequence is referred to a.s a "positive reil1forcer!~. "Negative reinforcers .. are those designed to, by their disappearance, increase response rate. The third type of consequence is a neutral stimulus which has no effect on the P!Obability of the behavior. Although punishment is discussed by these authors, they fail to identify it, perhaps more appropriately, as a fourth environmental consequence. It is an aversive environmental event that has the effect of reducing the futu.re probability of a given response.
Schedule of reinforcement is an important concept in operant conditioning. Continuous reinforcement schedules are those in which the consequence follows the behavior every time. Partia.l schedules allow for the consequence following the behavior some of the time. Partial schedules may provide for reinforcement on a ratio basis, where the consequence follows every nth behavior, or on an 1~terv8l basis, where the consequence occurs after the behavior and subsequent to some time lapse. If change is noted with concomitantly little or no change in the other behaviors, the variable is then applied to another of the set of behaviors. As this process continues, evidence is accruing as to the efficacy of the experimenta 1 va.riable. (Baer , Wold and Risley, 1968) Rather few actual studies are cited in the literature \'lith regard to the application of operant conditioning to industrial settin~s. Some of these are herein discussed. Gupton and LeBow (1971) reported using a hi~h probability behavior as a reinforcer with two male part-time telephone solicitors in a large company. The opportunity to sell a very saleable product was made contingent uoon the sale of another not so easily saleable product. It was found that the low probability behavior increased and the sales of both products likewise increased. This technique avoids the use of more costly -extrinsic stimuli.
Aspects of the effects of extrinsic reqerds on intrinsic motivation was examined by Deci (1972) . Intrinsic motivation refers to no apparent reward beyond the activity per se or feelings resulting from the activity. The results 1nd1-cate that money does not decrease intrinsic motivation for doing a task provided it is paid on a noncontingent basis.
This may have implications in applied settings but remains tentative as the study was conducted. in a labore.tory setting.
Operant conditioning studies purport a variable ratio schedule of reinforcement as being preferable over a contin- study by Kntght (1974) , involving 11 venipuncture technicians. A time off contingency was effectively administered to reduce both -t~rd1ness and total tardiness plus absenteeism to a statistically significant degree. Although absences were rP-duced during the contingency, the difference between pre-contingency and contingency periods wes nonsignificant.
In Argyris' theories of human behavior in organizations, he suggests people will adapt to frustration, conflict, and failure by engaging in one or more of a number of behaviors.
Prominent among the latter is absenteeism. (Dunnette and Kirchner, 1965) The American Medical Association's "SylJ~.
bus on Work Absences" states that a worker who is on the job 1nu.st in fact be both able and willing to be there. If not, then he wil l be absent. {Bunde, 1967) Limited pertinent research h8s been conducted on the problem of absentee rates and the cost of absenteeism. There are indica.tions that American industry has a. minimum absentee rate of 3.5 percent, and 2 percent is considered excessive.
Often managers feel that absenteeism is not costly since employees may not be paid for time absent. There are, however, fringe benefits that continue to accrue. Expenses pre-vail within production when the absent employee must be repl a ced temporarily. It has been estimated th~t the cost for a pJant of 1,000 employees experiencing a rise in absenteeism of one percent is around $150,000 per year. {Kearns, 1970) Porter and Steers (1973) completed a current and comprehensive review of the literature pertaining to v~rious factors related to employee turnover and absenteeism. They Absenteeism -and turno-ver both tend to be greater with more authoritative management systems. Explo1t1ve and benevolent authoritative systems will manifest high w1thdra.w~l when people are free to move. ~ore participative systems evince low to moderate levels of absenteeism. (Likert, 1967) In this vein, researchers in a paper products factory dis- to reduce an absence rate of 3 percent to 1.5 percent.
As can readily be seen, programs to reduce absenteeism are quite often punitive. Punishment is the most widely used technique in our society for behavioral control. · Its widespread use arises, more than likely, from the f9ct that rather immediate effects are seen. This method quite probably is inefficient in many instances, since tbe undesirable response may co:ntinue in the absence of the "threat".
Punishment does not promote a more desirable response but serves only to reduce that which is deemed undesirable. Treatment A subjects were told that individuals would become eligible for a lottery of cqsh prizes, if they were to have no absenteeism over a three week period. Treatment B subjects were told that individuals would become eligible for a cash lottery, if over the same three week period, they were not absent during all of the randomly selected eight dates.
The subjects were not aware of the dates selected, since the dates were not randomly chosen until after the three week period ended. Each lottery allowed · for one cash prize or $20 to be drawn for each 20 (or part thereof) eligible persons.
Three periods were dema.rcated during the course of this study. The pre-contingency period WAS the initial period and 1n·vol ved three weeks. During this time. subjects were unaware of baseline data being gathered on absenteeism.
These data were collected for the purpose of comparison to 14 data gathered from each of the other periods.
Several days before the contingency period began, verbal mention was made at scheduled section meetings that a trial program would be initiated on a limited basis in the nursing department. Following this, personalized letters were distributed to each participant to read. The letters explained the nature of the respective program to reduce absenteeism. These were initialed when read and returned, thus ir1suring that all subjects were aware of the program in which they were to be involved. The contingency period lasted for three weeks, and during this time eligibility for the lottery was determined.
The final period, the post-contingency, was in effect for a two week period. Again, similarly to the pre-contingency period, subjects were unaware of data being collected for possible changes in absenteeism occurring during the contingency period and not related to the contingency per se.
In this study, absenteeism was the dependent variable and defined as failure to come to work when scheduled, regardless of reason or n~tu.re of the absence. Regularly scheduled days off, leave days, and vacation days were not considered absences. An absenteeism index 1-1as calculated for each subject· using the following· formula: (tJumber of person-days lost through :l.~sence/number of work days sclieduled) x 100.
These da.ta were analyzed i l i a one between-su.bject and one within-subject repeated measures analysis of variance design. The design is shown in Figure 1 . When significant F-ratios were obtained, comparisons of means were conducted -.-to determine statistically significant differences of treatment effects amQng experimental periods. . .
RESULTS
Five of Rix units showed decreased absenteeism when the contingency was in effect. The other unit actually evinced an increase. Both- Table 1 and Fi~lre 2 indicate an effect of both treatment groups in the desired direction, in other words a decrease. The subsequent removal of the contingency led to an increase in absenteeism to levels somewhat higher than found in the pre-contingency period .
• It can be seen that both treatment groups had somewhat similar levels of absenteeism at the outset. Treatment B promoted a slightly greater decrease in rate of absenteeism than did Treatment A. The difference between treatments was not, however, a significant difference (F=0.68, p) 0.25).
There was no evidence of a significant interaction between treatments across experimental periods. Table 2 presents a summary of the analysis of variance.
The overall contingency effect was found to be highly significant (F=5.66, p< 0.01). Sample means were compared for the various experimental periods by using t-tests for dependent samples. The t-vaJues for these comparisons were as follows:
pre-contingency and contingency 2.)4 (p<0.02); contingency and post ... contingency -3.23 {p< 0.01); pre-contingency and post ... contingency -1.59 (p > 0.05). Thus it was found, th.qt the significant difference occurred between the pre-contingency and contingency, as well as the contingency ~nd postcontingency. In other words, the contingency per se was 18 producing the difference.
The contingency period was marked by decreases in absenteeism across all levels of employment, even though specific analyses were not carried out to examine levels of employment as an independent variable. Income level (above or below $6 ,000 per year starting salary) was correlated with amount of absenteeism, as an indicator of relationship in this sqmple between these two vBr~ iables. Point-biserial correlation coefficients calculated for each experimental period were found to be low, ranging from -0.28 to 0.00 (see Table J ).
An additional concern to the researcher was the extent to which absenteeism, in this sample, was spread across employees. More than 40 percent of all subjects in each group were found to contribute to some absenteeism during the pre- and (B} no absences for all of the randomly chosen eight dates, selected from the same three week period. The an~t ysis of the data was treated in a one between-·subject and one within-subject analysis of variance design. The hypothesis of a difference between treatment conditions was not supported statistically. However, the overall reduction of absenteeism was such that a highly significant contingency effect was found. Differences between job levels and implications of the findings were discussed.
